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TC Technical Coordinator

uB Universitat de Barcelona.

UPWATER Understanding groundwater Pollution to protect and enhance WATER quality.
UWA University of Western Australia
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RN Funded by
L the European Union

*

This project has received funding from the European Union under grant agreement No 101081807 project UPWATER
(Understanding groundwater Pollution to protect and enhance WATERquality).



4
'Up D1.1 Project Management Manual, v 1, 26 January 2023
& water

EXECUTIVE SUMMARY

This document describes the management structure of the UPWATER project (Understanding groundwater
Pollution to protect and enhance WATERquality, Horizon Europe project No 101081807) including detailed
descriptions of the roles and tasks of each committee/board as well as of the individual management
positions. Further, a guide towards problem resolution, a summary of the meetings schedule, and open
access publishing instructions are given. This document contains an annex which explains the project
management platform in overall terms and documents the demonstration/training session for the PMM that
was held in January 2023 (milestone 1).
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1. ABOUT THIS DOCUMENT

This document defines the management structure of UPWATER (Understanding groundwater Pollution to
protect and enhance WATERquality, Horizon Europe project No 101081807). This public document will be
distributed to all UPWATER partners for their use and will be submitted to European Commission as an
UPWATER deliverable (D1.1). This document can be downloaded at https://upwater.eu/ in the folder
deliverables.

2. SCOPE OF THE UPWATER MANAGEMENT STRUCTURE

The management structure and bodies of UPWATER are devised to guarantee an effective and smooth
implementation of the project throughout its lifetime, by:
e Coordinating and managing the project activities in administrative, technical and financial terms
e Ensuring the quality of the project outcomes, implementing internal and external review
processes.
e Assessing and mitigating the project related risks and to troubleshoot arising problems.

Ensuring communication between the consortium and the European Commission, and between the project
partners.

3. UPWATER MANAGEMENT STRUCTURE

The organizational structure of UPWATER is based on the recommended “Governance Structure for
Medium and Large projects” contained in the DESCA 2020 Model Consortium Agreement. Organizational
structure and decision-making procedures. The project management structure is summarised in Figure 1
and is comprised of two management bodies (the so-called Steering Committee (SC) and the Executive
Board (EB) and one advisory team (Advisory Board (AB)).

3.1. STEERING COMMITTEE (SC)

All partners are represented in the SC which is chaired by the Project Coordinator (IDAEA-CSIC). The SC
will deal with strategic issues such as project resources use and allocation, action on the critical risks
reported, partner management, Interlectual Property Rights (IPR) and results issues regarding
dissemination, clustering, and cooperation with third parties and projects, as well as other issues or
proposals from any partner.

The SC is free to act on its own initiative on any issue concerning the implementation of the project.
Decisions of the SC shall be taken based on the principle that each funded partner has one vote. Decisions
will be taken upon a majority of 75% of the votes of the partners present or represented. Partnership
modifications or premature finalisation of the project require unanimity. Decisions shall be obtained through
discussion and agreement, which requires goodwill and commitment of all and a good mediation of the PC.
The SC will discuss the project at least once a year, ensuring that the project is aligned with the research
strategy of the consortium.
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European
Commission

Project Coordinator
Steering Committee (SC)
Chairman: Project Coordinator
Members: one representative each partner

Executive Board (EB)

Chairman: Technical Coordinator
Members: all WP leaders, Innovation
Manager, Data Manager, Ethics and
Communication Officer

WP7 Communication,
Exploitation and dissimination

WP1 Project Management
WP6 Approach to regulatory

Figure 1 : UPWATER Management Structure

3.2. EXECUTIVE BOARD (EB)

The EB is the executive body of UPWATER and is led by the Technical Coordinator (UB). The EB will deal
with operational issues, surveying the progress of work and ensuring the coherence and compliance of
the output of the project. The EB requires close collaboration and frequent exchange between its members
to keep up with the continuous developments and inputs, ensure synergy between WPs, and give feedback
for efficient adaptation of work. The EB is responsible for the detailed planning of each project period and
is the driver of the project’s procedures on quality, risk and results/IPR management, as well as continuous
progress monitoring. The EB reports to the SC on the progress and any relevant issue with programmatic
impact and ratifies the SC’s decisions. Each WP Leader is responsible for the effective management of the
assigned WP, including monitoring each task, ensuring deliverables are on time and with required quality,
report to and participate in the EB.

The EB will meet at least once a year or when necessary to ensure WPs implementation on time and will
provide direct feedback to the PC.

3.3. ADVISORY BOARD (AB)

The major role of the Advisory Board (AB) is providing expert advice to the consortium in scientific,
market, regulatory and standardization aspects. For example, the AB will guide the consortium in how
to utilise the scientific achievements for a maximised societal benefit, how to respond to the societal needs
regarding the developed pilot services, identifying new opportunities in the services and pilot development,
etc. Other roles include promoting an open dialogue between the beneficiaries and stakeholders, providing
guidance for co-design aspects to the coordinators and SC, keeping the work scientifically and GW policy
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relevant and in alignment with the UPWATER objectives, and providing advice on how to maximise the
impact of the project as a whole.

The aim is to meet three times with each of the AB members during the project lifetime, if possible, face-
to-face and coinciding with the General Meetings. A specific budget line is foreseen within IDAEA budget
for covering the AB members expenses during meetings and travel cost reimbursement.

3.4. PROJECT MANAGEMENT TEAM

The main tasks of the Project Management Team are to implement the efficient day-to-day management
of all administrative, legal, financial and scientific matters, to organize project meetings and general
assembly, to ensure good communication between the project bodies, consortium partners and
stakeholders.

The Project Management Team is composed of;

1. Project Coordinator (PC): The PC will ensure a high standard of supervision, quality control and
overall coordination, as well as of the scientific quality of the results from the research team, and
setting up a framework for communication, exchange of information among partners.

The PC will oversee the administrative coordination of the project, which is implemented by the
Project Manager (PM; see below). The PC will be responsible for setting up agendas and
scheduling the Steering Committee (SC) meetings (The project manager (PM; see description
below), will assist the PC by drafting agendas and emails). The PC will review all contributions and
conclusions to ensure consistency with the requirements of the deliverables. The PC will also
oversee the economic and financial coordination of the project, join the PM in following up the
project expenses and track deviations, as well as distributing the EC contribution amongst the
partners according to the GA and CA.

The PC is solely responsible for all the interaction with the EC.

2. Project Manager (PM): The PM will provide operational support for the PC and the TC during the
project lifetime, and will seek advice from administrative, financial, legal, IPR specialists whenever
required. The PM will assist the PC in communicating with the EC as well as all internal
communication within the consortium (to/from) partners, under previous agreement of the points to
be discussed with the PC and TC.

The PM will monitor compliance by the UPWATER partners with respect to their obligations and
will handle the timely collection and the review of the Periodic Reports and Final Report (in time
before the SC meetings). The PM makes all necessary efforts to ensure good and smooth
communication within the Consortium. The PM will collect feedback from the Executive Board (EB)
on the reports. Finally, the PM will submit the reports to the EC, including an overview of the
activities carried out in the project, milestones and deliverables foreseen, together with the relevant
cost statements and a detailed use of resources for each participant, in order to report the incurred
costs of the consortium to request for financial contribution. The Final Report will also include the
scientific and technical information of the project, with a special focus on the exploitation,
dissemination and publishable results.

The PC and PM will meet on a weekly basis as well as additionally if it is required.
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Technical Coordinator (TC): The TC will be responsible for setting up agendas and scheduling
the Executive Board (EB) meetings. The TC will chair the EB meetings, where the WPs progress
will be discussed, technical issues solved, and project risk management will be performed. The TC
will also be in charge of the technical interaction between work packages, and manage the
relationship with the members of the Advisory Board.

The TC, PC and PM will meet on a monthly basis, as well as additionally if it is required.

Work Package Leaders (WPLs): The WPLs are responsible for coordinating the technical work
within their respective WPs. They do this in close liaison with the TC. WPLs set the objectives,
oversee the milestones and are responsible for monitoring progress within each WP. WPLs are
also in charge of scheduling WP meetings every two months, to ensure efficient project
management and progress. Additional meetings will be held when urgent problem solving is
necessary.

Data Manager (DM): The DM will be responsible for monitoring the fulfilment of the privacy
regulation and copyrights, setting data standards for file naming and formats, storing and
maintaining records and data, securing frequent back-ups, as well as avoiding use of confidential
material, according to the provisions of the Data Management Plan.

Gender & Ethics Manager (GEM): The GEM will be responsible for monitoring the fulfiiment
gender and ethical guidelines in all aspects of the project and throughout the project duration
balanced female presence in decision making structures and equal opportunities to all, promoting
the recruitment of women for job positions related to the design, execution and implementation of
the project and taking the necessary measures to ensure compatibility of work and family life).

Communications Officer (CO): will be responsible for raising public awareness of the project at
EU level, to ensure wide dissemination of its results and share the best practices and contents
among the partners.

Innovation Manager (IM): The IM is responsible for the Innovation Management process,
including IPR management and the exploitation of the project results®. The IM will participate in
the EB meetings and as such plays a key role in project management structure. The main
activities to be developed under the Innovation Management process are: (a) To keep a fluid
communication in order to capture new ideas: internal (among partners) or external (end-users
needs, stakeholders and advisors); (b) Fostering the co-creation and assimilating the stakeholder
knowledge; (c) To identify funding opportunities (either public or private) for the exploitation of the
results and the future development of close-to-market products and services; (d) Surveillance of
the competitive landscape; and (e) The elaboration of the Exploitation Plan, including the
identification of alternative applications, side markets, new business models, potential strategic
alliances, exploitation pathways as well as the definition of the IPR strategy.

Funded by
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4. SUMMARY OF MEETINGS SCHEDULE

Table 1 represents a summary of the project meetings schedule on a yearly basis. The General Meetings
(GM) will be in person and they will be hosted in the different pilot sites following a rotatory schema, whereas
the Work Package Meetings (WPM) are to be held online.

Table 1 : Project meetings schedule throughout the project duration.

2022-23 | Kickoff WPM WPM WPM WPM WPM

2023-24 | GM1 WPM WPM WPM WPM
EB WPM
SC
WPM
2024-25 | GM2 WPM WPM WPM WPM WPM
EB
SC
WPM
2025-26 | GM3 WPM WPM
EB
SC
WPM

5. PROBLEM RESOLUTION

A clear decision-making procedure will allow a simple conflict resolution process. A hierarchical approach
is followed: i) first, the effort is to resolve the conflict at task or WP level, under the guidance of the WPL; ii)
if this is not possible, the conflict is discussed at the EB and consensus is sought after to solve the problem;
iii) if the problem cannot be solved it is escalated to the SC where the respective WPL prepares a description
of the problem and its possible solutions ; iv) if the problem cannot be solved by consensus in the SC then
voting takes place, requiring a simple majority.

6. OPEN ACCESS, OPEN DATA AND ACKNOWLEDGEMENT
TEXT

UPWATER is a project supported by the European Union, and in accordance publication of results from
the project should be in Open Access (open access journals or permanent websites with open access to a
version of the manuscript). Reference to acknowledgements shall include: “This project has received
funding from the European Union under grant agreement No 101081807 project UPWATER
(Understanding groundwater Pollution to protect and enhance WATERquality)." Open data access shall
follow the FAIR principles and instructions given in the UPWATER Data Management Plan.

RN Funded by
N the European Union

This project has received funding from the European Union under grant agreement No 101081807 project UPWATER
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7. UPWATER PROJECT MANAGEMENT PLATFORM (PMP)

All the UPWATER documents and dynamic information will be managed with a collaborative Project
Management Platform (PMP). A brief description of the PMP, including the minutes from the meeting from

the demonstration to the partners (milestone 1), is provided in Annex I.
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ANNEX 1 - PROJECT MANAGEMENT
PLATFORM

The UPWATER Project Management Platform (PMP) is a bundle of tools and shared information for
developed for facilitating the collaboration between the partners while minimising the inefficient overload of
email messages and it aims to become the single-entry point for the management of the project.

The main PMP building blocks are:

e Project Management area (based on Sharepoint services)
o Home page, with events calendar, news and links to the other tools
o Dynamic lists for managing contacts, deliverables, risks, etc
e Shared folders (based on OneDrive), for the publication of final documents and for the online
collaboration in documents edition.
e Collaborative area (based in MS Teams), for groups call conferences and thematic chats
e Other MS365 tools in web and desktop modes
e Support service including Online Help and a mailbox for suggestions and issues

R Funded by
LN the European Union
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The PMP functionality is not rigid but will be evolving according to the needs of the project partners following

an ‘agile’ approach.

UPWATER PMP Home Page facilitates easy access to the different tools: Dynamic lists, events, news and
links to the shared files, the online help and the inbox for suggestions and issues.

SharePoint

Q

@
| -

®

ORGANISATIONS

Y CONTACTS

8 WORKPACKAGES
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Edit

L search this site
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+ New v @ Page details Analytics

UPWATER CALENDAR See all
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JAN UPWATER Intranet demo
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News Seeall
+ Add v

Jan23: next steps

After the deployment of the 1st version of the UPWATER Intranet, we are considering the following actions:...
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water

Intranet schema |
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[ ] PROJECT MANAGEMENT Onebrive
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The dynamic lists are a key tool for the project management. During the project launching, the lists have
been uploaded with the initial information from the UPWATER Grant Agreement (GA). However, the list will
be continuously updated by the participants with the up-to-date information about the status of the
deliverables, the active risks, etc. The following schema shows the existing dynamic lists and their

relationships.
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The ORGANISATIONS list has been uploaded with information on the partners and the Advisory Board
members. The list is expected to grow with the incorporation of the stakeholders to the different groups
during the project.

a My files - OneDrive X My fi OneDrive PROJECT MANAGEMENT - ORG/ X W INTRANET HELP

~

e
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EYDAP Athens Water Supply and Sewerage Company GR Full Partner

L UWA The University of Western Australia AU Associated Partne
Volver a la version clasica de

SharePoint -

The project participants are linked to their ORGANISATIONS in the CONTACT list. The participants are
assigned to their roles inside their organisation, their WP teams, as well as their roles in the different project
management groups: WP leaders, Executive Board, Steering Committee and other cross-cutting roles such
as Innovation Manager or Communications Officer.
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The DELIVERABLES list contains all deliverables from the GA where each deliverable has been
complemented with the status (as Planned, Preparation, Revision, Delivered) as well as the ‘Days-to-go’
indication which includes various warning lights that indicate the duration for approaching a deadline. A
similar list is available in the MILESTONES tab.
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2 up PROJECT MANAGEMENT G N R1
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@
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The project risks are registered and managed in the RISK MANAGEMENT list. This will be a useful tool to
review the risks during the WP meetings, boards and committees, to define the mitigation and contingency
plans and to assign participants in charge of tracking the status of the risk.
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The other key building block of the PMP is the area for sharing the documents among the partners (i.e., the
OneDrive), structured as shown the in following scheme:

PROJECT TOOLS.
(Dynamic lists)

< o

u GA & CA signed, and ammendments
) - wate r Proposal
©| LICENSES per project PROJECT DOCUMENTATION (read only) & —————

\  Final deliverables

Final Reporting

PWATER PMP —_—
®| Platform management Deliverables draft

PROJECT MANAGEMENT  ©) Working folders per WP Deliverables for revision

SCIENTIFIC AREA (edit) Meetings

Templates and logos

N —_—
FINANCIAL AREA (invited administrative contacts)

Partner folder
RPn

Any other OneDrive area to be defined per WP (5TB)

The participants will collaborate online in the document drafting in the SCIENTIFIC AREA. Once ready, the
documents will be submitted to the Coordinator for revision before being uploaded to the EC. The final
documents will be stored in the PROJECT FINAL DOCUMENTATION folders.
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Finally, the PMP is also facilitating an online HELP tool with guidelines for the most common questions as
well as an online survey for reporting of suggestions and issues.
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MINUTES OF THE MEETING FROM THE UPWATER PROJECT
PLATFORM TRAINING SESSION HELD ON JANUARY 19™, 2023,
VIA THE TEAMS PLATFORM

LIST OF ATTENDEES

Eike Marie Thaysen, Sergio de Campos, Andreas Hein, Andreas Kallioras, Adgvog lwdvvng, Kai Bester,
Oceane Feuger, Marta Rusifiol Arantegui, Julia Martinez, Martin Offermann, Enric Vazquez-Suné, Mireia
Fillol Homs, Julien Michel, Silvia Lacorte, Martina Schneider, Christina Domenech Orti, Pieter de Jong,
Marc Montlleo, Silvia Bofill Mas

MEETING SUMMARY

In this hour-long meeting the project platform was presented by the PM and the IDAEA-CSIC EU office with
emphasis on the functionality of the share point and Onedrive. The main tabs were explained on the share
point, including important columns showing for example the days until the delivery of a deliverable, different
list of WP members and how to sort through them, how to add or remove people to a WP, how to view lists
in different ways, etc.

The UPWATER Onedrive was explained which hosts important documents, both for team members and
for the project manager. It was assured how older versions of a document could be recovered in case any
changes wanted to be reversed.

The online help tool was elaborated on.

Finally, different applications of the project platform (MS Office package, Outlook, Bookings, Yammer, etc.)
were introduced. The role of Teams was emphasized another time for booking meetings, as these will
directly be entered into the calendar.

Teams is also to be used for quick communication (chat function) between e.g., members of a work
package.

The calendar on the share point is not connected to teams, but events can be added here and they will be
displayed on the home page of the share point.

A few people could not initially sign into the project platform and these technical challenges were discussed
and attempted solved.

Importantly, at the end of the meeting, homework was handed out to all WP leaders: the team members
of all work packages need to be defined in the interactive list of contacts on the share point. This will enable
the creation of single groups for each work package within Teams.

It was also emphasized that risks need to be continuously updated on the share point and responsible
people to mitigate the risk need to be assigned.
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